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ABSTRACT 

This papar dascribes a procass for datarininlng 
prioritias within an extension unit« Tha process involvas pooling tha 
judgmant of extension progranmers to produce a valid "avarage*^ 
judgment^ even whara considerabla di varsity of opinion aMists* 
Discussed first ara tha stages involvad In prograin priority-^setting, 
the budget^satting process, and staff involvamant In priority 
satting. Tha nest section dascribes the first phasa of the 
davelopment and implementation of the proeass at the Division of 
Extension and Coimnunity Ralations at tha University of Saskatchawan 
in 1982, Ad hoc priority daclslon^making, the practica of having 
managamant set prioritias (tha ^'top down*^ model), genaral staff 
discussion (the ^consansus*^ model), and rank order priority setting 
ara aKamined^ The nmmt saction dascribes the subsequent phases of tha 
implementation of tha pri >rity-satting process. Data analysis and the 
role of management (the search for staff agraamant, the raflaction of 
staff opinion, and implemantatlon of staff priorities) ara discussed* 
Appendixes Include a portion of the matchad-palr , f orcad-choica 
guastionnalre used in tha first application of the proeass and the 
resultant Thurstone scala; the completa matched-pair, f orcad-cholca 
guastionnaire used In the second application and resultant Thurstone 
scale; the questionnaire usad to collact percantagas asslgnad by 
staff to program areas; circle graphs and varlanca plots of tha 
percantaga results; and managamant *s raprasantation of tha rasults. 
(Ml) 
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^stract 

ThiB paper de^ribes a promss for detamilnl^ prlorttles wlttiln an 
^ctenslon unit. Conceptu^ty* toe proce^ tavohres pooUng the Judgiient 
of CTtension prop^mmers to produce a vw^d "average" Jud^ent even 
where consldemble diversity of opbiion ^^ts. WhUe the prTCedure Isn't 
yet peritetad. It do^ appaw to have a pro^slng number of advantage 
over commonty-used procedure for setttog priorities. The procedure Is 
mustamtew^ throu^ ref^ence to the proce^ and results of a recent 
priority-setting »ereise to the Division of E^enslon and Community 
Relations at the Unlver^ty of Saskatchewan. 
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This paper b^ns wlUi a dlsclatoar, prpctdura d^mibad hawln shoiild be 
considered work to prDgress rattier than a drftotl^ descrtptlQn of procedures to use. 
WhUe fte Ideas prMoited are thaoretlcalfy sound, and have been applied to an actual 
a^ension setting, not an Uie questions a^oclated t^th ttie procedure have been 
answered, or even addrwsed. to keeptog with ftls eonstemlnt, tiie tone of thte paper la 
less formal &an that dfrnany learned papem 

Tlie remainder the paper begins wm an ovct^w ^the contort leading to the appli- 
cation of the prlorlty=settlng pr»edure, descrtbtog the need for a procedure and the 
constraints Meeting imy proposed procedure. Tftis followed by a brief retrospective 
description of earlier attempts at priorlty-settii^. then an OMilnatlon of the v^ous 
optional procedure waflable, FoUo«dng ttiat, the procedure employed Is described, 
and Its advantage and disadvantage are dlscu^ed, Nesrt comra a deolpUon of how 
managCTient practice was tofluenced ^ the priority-settli^ procedure. T^e conclusion 
examines other situations and env^onments where a stoflar procedure could probably 
be applied. The appendix holds Instrum^its mnd ^nple results from a recent appilca- 
tlon of the procedure at the Dl%dslon of ^enMon and Comnumty Relations (DEClEy. 
Umversi^ of Saskatcheww. 



Thm Rriority-satting Bn^onment 

It Is stfe to assume tiiat rrtources requtted at uBd^rsltles to do eveiy tod of extension 
progrmnmlng possible or desfrable are staipty not available, even In affluent times. In 
times when budgets are static, or even reduced, tfie critic^ nature of a priority-setting 
process Is even more e^dent. At tiie siuaae ^me. In most university extension environ- 
ments—even in these flnmicialty constrained toes«-ttiere Is some dlscretlonarjr 
fundli^i available to develop new thrusts In mtension programntog. Even after needs 
^e identlfled and analyzed. It Is Ufcely ttiat there will be more wo^while program- 
ming to be done toan there wfll be fundU^ avidlable to do it* it Is rfso llkety that it wUl 
be difficult to identify clea- ^H^toners" of the competition for funds. Some method of 
prioritteing the possible and desirable programn^ig thrusts is therefore required. 

What fsPr^nmPrtmi^mM^? 

ProgTBm priority-setUi^ is m^i^ dTOlsium about the location of resources to 
various pr^ram pMsibiUties, based on tiie relative importance as perceived by the 
stakeholders. Tlie ot^Mtlve of the nwcise des^bed here is to asslpi both staff and 
budget to the highest priority pr^am we^« A progmm area defined as including the 
subject matter, toe c^ntele, and tte kl^ds outcomes ^^cted. 

Hie priority-setth^ aerelse cm be conceptuatoed as ha^g the following stages: 

1, Des^lbe possible program areas, 

2> Identify a set of CTlterta to be used in mafcu^ JudgCTQents, 

3. Make Judgements about eacA pr^ram area. 

4. Assi^ indices of relative importarice to program areas. 
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5, Ass^ rMourc^ to program araas. 

6. Canumit to aetionu 

Mudi of tha DMslon's prtorlQr-satto^ »erQls€ deseed here Is focused on St^e 4, 
The major outcome Is tiie poobng rftodlvldu^ Judgements so that the rdatlve 
taportance, ^ pero^vad by the rt^* can be dlsplayad and used In decision maM^. 

The milieu In whtoh tha p^rity-Mtting process dascribed In thte papar i?ms developed 
was undoubtedtjr a factor detemlnlng the proceduias used. Two aspects, tiie budget- 
setting process used at ffie Unlvera^. and tha Division's history of tnvcil^ng progrmm- 
meis ta prlorlty^settlng, are worthy of specif mention. 

M the University of ^skatehewan. tha budget-setttag prc^ass Indudes a probe/add - 
back Keiclse, This stalls ttie head of a budgets^ ui^t (such as the DMslon) proposing 
to the Resident's AArteoiy Committee tha ways in which the uiUfs budget would be 
reduced by a cartato p^entage. (to 1987-88, the propose required a 4% probe J At the 
same time* several proposals are prraented for a range of percentage add-bacte (typical- 
fy 1%, 3%. 5%, and 7%), 

Theoretically at least, thm process aUows for shifttag resourees from low prtority areas 
to high priority areas— both ^thin the unit and among the units across the entire 
University* In practical temis. the de^ea of fledblHty is lass than what tiie process 
ought to aUow for. Reasons for th^ indude Oie conunitment to students to complete 
programs begun, the dlfflculty of tiansfentag faculty and staff from one area to 
another, and the necwslty of adhering to uiUon contracts. Still, resourees can be and 
are shlftad throu^ the use of the probe/add-ba^ process, and priorities must be taten 
into account ta the mhA. 

At a more micro 1^1. mi ^Uclt list of priorities can assist declslon-rnatoig on non- 
credit progmms, and Aifts to resources from one program area to another can be 
^^edlted andjust^ed. 



All ejrtewslon units set priMities. but there are probabty as many ways of doing thte as 
thei'a are units. Some erf tha metiiods used are elaborate and ottiers are staple: some are 
well deflnetf whUe ottieis defy dasorlption. However. In all cases Uiere is priority- 
setting t^ng place. Rrequantiy, priority drelslons are made "top wiih the chief 
actaindsteatorts) for tiie unit settog piloritiM. then MpUcating them to staff! DECR 
has. for the past numb^ of yeara, berai grappling i^tii a procMs of priority-setting that 
ineonsoratra Uie ^ews of staff. This srotipn de^ with a brief description of ^rious 
wa^ in which that tavolvCTaent has occun^d. 

Over the past 20 years tha DMsion st^have been involved to stoc tw&- ot three-day 
staff retreats airay from toe campus. Some of tti^ mere out^de Saskatoon: others 
were in tiie city, Wille the primaiy focus wwm not nreeMarily on progrmi priority- 
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setttog at evety retreat— some more dlr«tfy' related to oi^mnteetion Mid structure-- 
ta^tabty Iztforaiation wms mohangad at thoii retreats Oiat ^nfiiuaiicfid pro^m 
priorities. The flrat re^ats wre dwotad primary to Infofmmtlon sh^tog about 
program raid ozgu^^tlonal mattera. Tt e illoeatton of resonances to prografli areas 
was ttien detramUiad □mnag^ent (La, , ^ht top doro" mod^a was used) . Onty it the 
last toaa maetlzsgs hava we oomcioudy bara implOTentji^ a y ^«ass for staif 
tavolvement to prloilty-settUig. 

FoUQwlng the fliBt Araa meetings, ttare warn a p^o^i^ feeUns suoiong staff that th^r 
wanted mora taput to dealsion-ma^ig in tte DMslon regara^^ pro^mi pilorttias. 
One outcoma wbb a commlttea of fao^ty struck to develop a ie* of CTltarla to assist in 
making deaisions about fta approp^tanMS of cwtata lands of pro^anis to te diUv- 
arad hy the Division. These crita^ wart ra^ad by thg entire staflf ett^a 1978 and ware 
subsequently usad as guldallnas tadividualsto maki d^l^osas to proeead or not 
proccad '^th proj^ts. 

In 19S0» at ona of Uie retreats, it vmrn de^dadthat the DMslom ahoold hava a Wortty- 
setting Commlttav^ to provide advioe to managimant regirding the aral^mient of 
resoureas to v«iou5 pf^gmm areas. E^erienca to ttte point liad been that the eonsen» 
sus modd-- where ttie underlying prCTiise was that otm ^ stafThad tiie sOTie informa- 
tion, they would come to be of a sli^e naind-- stapty woifld not produce the ^ected 
unanimity, ^van the heterogeneity staff beckp^ounds* ideals, md asptoitions, Some 
more obJeaUve method of ass^ing and avereglng Oia ^hes of ttie p^up had to be 
found. The cocmnittee subsequenUy devalopedQie procgdutw described in tills paper. 



The First AppUcatiofi of the nro^adiure 

The first phase rftiia ctiiTant proce^ ws de^dop^ and implttnented in 1982. Tlia 
procediire was to have Mch prpgrammCT deMflbe to ^tog iiie program area ha or she 
was Invohred in, or was intmstad in pursuing, After c^culatloxi of tiie wltten descrip- 
tions, a ^up sas^on was held to answer quastloim about the -pro^^m areas described 
amd to make aiy necessaiy elaboration! i, Eadi stitf mmber ttaen was asked to com- 
plete a matched pafr, forced ^olaa ©can^ (sii^^ndlx, p. A— 1 for a sample pagi), 
us^ HiL V of CTlt^la that had been developed eM^Uer as a hBsm. Sach program area 
(e.g., A^yultura Pri^uctton §md Markatiz^, ^Woman's Studies,. Hun^i Relationi 
Education, etc J was paired ^th e^miy other pt^mm area* and each pro^fanmirhad to 
respond to eadi pair with an answer to tiia questiozi ^If the Un»j^raity could pro^da 
non-credit program in oi^ one of the following pairs of are»* vfhlch should Itba?' 

The results of the mztise wara used to conartnct a ThmBtone scale tTorgerson, 10S8* pp. 
155-179). The pr^^^^ were then charactarted as hl^ pnor^ty^ medium priorify, and 
low priority, depandli^ where on the ThuTBtoiia scale tti^ feU Csee Appendix, p, A4). 

The procedures used mnd tiie resulte of the flrst attraipt at prioi^ty-satttog were pre- 
sented as part of a worktop conducted hy Bob Bm^ and Glen X€ass at the ^rH 1 M3, 
1984 Western GAUGE meeting in Saskatoon. 

Uirfortunatety, as tiie results were applied to dwlsion-niakl^ cyv^er tiie couple of yaars 
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foUo^g O^itr ti^^ri, « •^^m found toat there was tome smb^ity possible in 

the intaipi^Wteo tte t^titesBbt^f a. Tliuntone seale du^ not give any 

guidance w Hi* irt ^^toS (rf mourea^ to Mipi to msy gtven Msa* for mmple- 
it simply mmm, ttie i^^fe priority of tai^i itfti. The nlmUv^ position of a 
prL^ mm better town % ^is procidure by a slmpte rnnWritig, to be mm, but 
mm quesaoms ^rem^ed. ^as not elev wfi^tiier a hJ^ar priorte^ meart more 
resouitte cal^^ JW, ^iaiir there shouMd be a shffllng of wsoiircM from one 
aowrpJrtodty pr^im featato the dtba^, orwhetiher the appropriate amount of 
resour^ b^^^ m0ff^, at TOS possftle coiwetve erf a sltu^^on where a prqgr^ 
araawoikk c- a v^/hifii ^ority but reqolri little flntocial a^d/or pereonnel 
tavestaeA ^ a -H^mmi. W^^p :^mm^ quistl^ma were addreasea. mhere would stm be a 
quesllDa^ to whether tft^r^ourcM ailDcatica should be doUara people. 

In Ught of tJiiSP rtiortco^i^g, -the entb-e piw^»s was re-ejcammed by staff at a subse- 
quent retreat dealing wtti pd^xlty-sattli^. m^^d a number of alternative methods for 
artvtog it tile desired ena "^efm considered. 



Ott^r Appromcb«es Considered 

Ad hxprtorlw d^^f^mn^mg 

Under an ad hoc priority dreiitton-matajig morffel the manager wo^jdd assipi resources 
based on tiha infoimatio^ at haMd at ihe toe taie deetelon had to be made. There Is 
reaUyno ^Iot. However^ pf^gmm prioriUcs^ are often set under ^ttese circumstances. 

With the hiatoiy of concarn ahmut st^ iwoJv««ment in dedsion-nmaWng. and fte 
sustained effort by BtBff to peculate and «pttJcati mteria for api^ropriateness of 
«tenaion projects, there w% l^a to recommend the adoption of this stmtesr. 

Although some st^ member^ felt that it was »ot only a manager's right, but his or her 
responslbUlty. to set prtoriU^# snd comnuwe^te Xhm to staff, ot^faera felt strongty that 
a mon egahtarimi approa^ ^Oeuld be appropi^toti for a unlversiQr cont^. Gtrm that 
the Program Mortty Coi^lttiie was establlsl^ed Im^gely as a reac^^on to ha^g 
program priorities set by to^ja^ement, this glttanmth^e was not dteCTied practical. 

This to probably the most oftefl used ^tem off priority-setttpg, Fo»^Uowing tiie discus- 
sion, the pT^tBm mamger ^^i^d totwpret the discussion and trm^nalate it into 
management dectelons of mtm0 «llocatlon and ■budget approprtetiOMa, The difficulty 
^th this proeess to that $11 art not litety fco have the same inpi^t. Those who are 
eloquint md peiBistTOt are to have thaler opinions more he^-r^ty wetted than 
ttiosa who are less l^ty to ip^fc up Thte pro^^dure la dependmt Ljpon the manager 
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being able to adequate^ sSm up the Siscu^lon, 

As indicated ewUer, there was Watoartctf reason to believe tiiat the heterogeneity of the 
poup would not lead to con^iiaus, •^his bdirfwas reinforced by ttie discussion (and 
lack of conclusion) on prlority-setttii^ ttiat tTOk place at the most recent retreat, and 
the diTCussion/consensus model dlscarf^ as betag Impractical and Insufficient^ 

objective. 



In thia method. aO staff would ssmp^^ place ea^ propmm area in raiA order of 
Importance, The prop-am ^th tte highest average rank order would then be perceived 
as tha most Important and the one wa.^ the lowe^, of least taportance. The manager 
would then assi^ resources accordi^^^y* 

This method ob^ousfy suffers from eiie s^e shortcoming in inteipretablllty as the 
palreci comparison, forced chowe mefcliod atom^ used, to fact* It is Merlor to the one 
alreadty- used, Inaraiuch as a TOuwt^^ne srale provides nearty interval tafomation, 
whUe the mnk order oasthod provid^ra onty orilnal infomiation* a point elaborated 
upon later In thte paper* 

For th^L^ reaaoM. it too was dtecarfead, and the de^ion was made to buOd on tiie 
appraacdi already in use* attempting t^ ^ore up ae weak aspwts. 



The proacb Taken 

Mj^ prioritMng activity must tOm CQ^^nlzance of boUi ^stli^ protmm areas and 
potential new prp^am areas. For inrfividu^ to offer m iitfomed opinion on the 
educational wortii cS area (be It ^flKatiiig or new) requftes some knowledge of the area. 
Ina^udh as prpgrazomers tend to tossow tiieir own pro-am areas much better than 
th^ kxiow other pre^mmmws' areu, some de^e ^s requ^d to wtabUsh a conmon 
knowledge base, ii^afar as posatbl^. 

In Oie first Instance, a bralnstoraiDg eesston was hdd to which staffs Identiflecl areas 
in whtoh they thou^t &e unlvattf ty ^rtiould be ptopwmmg, but wasnl. Individuals 
su^es^tlng new pro-am areas requested to provide a brief rationale for that 
program area. Page-Ioi^ written dea^rlptlona for each area were produced and clreula- 
ted to b31 stuff. 

Severn weete teter, DECR progmmoa^iB used a day-long retreat to tiy to cstfcMlsh this 
coimnon ground. Rraioved from tha ^^rark-place (and fterefore a^y from phm^es and 
vtsltoraj, staff menibers concentrate on TnairiTig is-mdnute presentations on the areas 
in whl^ ttiqr cmrendy proff^Mfltd. The tiirust of tte presentations was litfomatlon 
faring, ^th descriptions of what wgi^ now being done, as well as what needed to be 
done in addi tion to or instead of what ^mmmB now being done, l^ere it was reasonable to 
do so* ataff \*reated sub-categoties of tKiair pi^gr^ areas as distimt units, particular^ 
in the cases who^a th^ themsej^s tih«u^t teat a shm m auphaste in ttelr pr^iam- 
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mng was required. For «ample. In apiculture, ^cultural predwcttei was treated as 
an entity distinct from soclM md humm concerns related to ^Iculture* 

For ttioae propam ar^s Uiat were ubw, one or more staff mmbeis (usually thow whose 
Idea it was at the br^-stormlng session) were Identffled to champion the cause, and 
present m argument on behalf of the new progrMa area. 

Because of fte le^th of Uoie required to cover m progrMQ mm, tiie nwrt step was done 
as a "takC'home" ^retee during Uie foUowk^ week, but could have beMi done (time 
permitting Imiediately at the conclu^on ctf the deMilption seston. Tliat step tavol- 
ved asldi^ aU staff to do a forced choice consideration of each pair of pro^^am areas 
dJsctissed Tile tostructloiis wre: For eadh of the fono^i^ pattB of proffram areas 
Identmed hv: toe retreat where tte areas were descrtbed] Indicate whteh you feel should 
have the bluest priority, Mark either a 'l' or a '2* in each btarfc Do not spend too much 
time tiilnldng about aiy question^ record your tot reaction. In order for your Input to 
be useable dt an r^ulr^ ttat you answer eve^ quMtion. You must choose elUier '1' or 
'2*— ties are not allowed. 

What followed the tosti^ctlons was the list of aU possltle pa to of the 10 program areas 
d^cussed, som^ SS combinations, to order to TTHnimi?^ any po^^ole effwt caused by 
the order to whj^ ttie pairs were presented, the ad^ee of Rms (1934) was followed m 
setting up the ^uence of the pairs, Ross's advtee ^so mandate tiiat a particulw 
sti-ategy be folowed wia respect to which rfttie pa:^ of items is presented flrat (i.e.. it 
dtotinguish^ between the pair A-B and the pair The complete Imtrument is 
located on pag^ A-3 md A-4 of ffie Appendix. 

The anonjmous responses were tabulated and a Thuratone scale was constructed 
accordtog to tiie procedures outtoed Toig^son (1958, pp* 170-179}. 

T^e most si^ifflcant ben^t of u^ng a Hiurstone sciae, and no smeU one at that, is that 
the p^ts generated mn the sciJe fozm ataost an totOT^ scale, Tliat la, distance 
amo^ points on the ^ale are meatUi^ul. To lUusttate, taowU^ that points A, B, C. 
and D fall in the rarit order ACDB is not .kearly as Mh in meaning as the foUowmg: 

AC D 

-J 1 L 

High 



On the graphic scide abo\^ (which rambles a Tliurstone scde), one can see thut both A 
and C are consldmably h^er than either D and and that D te really about mid- 
range. Hiat richness of information is Just not available In the rantong ACDB. T^iis 
additional ^onnation afforied by the Tliurstone scale Is useful for assisting decision- 
making. 

On the negatiw side, a TTmretone scale has an arbltraiy zero point, which someUmas 
leads to dIfficiJty in underatfuidli^ Just what the points on a TTiurstone scale mean. 
Too, a Tliuratone Male has no way of displaying variance, so it is difficult to determine 



B 

J 



8 



Sstttng Prtorititt in Exteiuton 



7 



to what dmffm various respondmte agree ^^th resect to Oie iTCatlon of a point on ttie 
scale. For example, the foUowtog Mala, which mustrates an average locatton of a sc^e 
point 



High Low 



could be the result of the pooled opinion of five different respondents whose indMdual 
responaes ml^t be 



Xi X2 Xg X4 X5 
J J L I i 



High Low 



On the other hand, tiie vBlue on the flimt scale ml^t Just as easlfy represent the 
average of the following five responses: 



X3 Xq 

X2 X4 
I I i 



Hi^ Low 



Clearly, there Is considerably less a^eement amoi^ respondents wi^ respect to the 
appropriate location of ttie point to ttia fc^t case &an there is In the second case, hi 
other words, Uiere la more vartonce to ttie flret situation than In the second; ymt staply 
Imowtog the average scale point location 3^ m In the top-most scale, hides that tafor- 
matlon from us. 

l^ls problem of masked ^wlance tiwslates up^^rd to comp^^i^ among mean 
scores of priority for dfflerent pro-am ar^s, as well. For ^mmple, four different 
program areas might have priority scozes (means) and distributions as shown below. 
Note that tf one attends to onty the mmn motm Qdi^.M^, and not the dtetributlons. one 
n^ses the potential^ valuable Information that there Is a great de^ more agreement 
amongst respondents isrtth rrapMt to the priority of progzam 2 tiim there Is ^th respect 
to program 1, ercn though ttett' priority scores are similar 
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co«g:>lad With the cUffifeultlM of Interpnetatlon ^arteneed in the eMUar priority-setting 
atteoapt ^^-i-vis ^yc^tlon of reMureas, lad to the addition rf another step in tiia 
poJU^ig process. That ^tap Involvad pro^^dli^ m staff ^th the results of the Tfturstone 
scple^ and asWng UiWfe^ to assJoni what tii^ ttiought to be (a) ttie appropriate amount of 
furaatoisub^dy, ana SSb) the appropriate proporUon of pro^^amers time to each 
pro^yam area (see App^sndlx, p. A-5 imd 

riin^lng subslfly wa^ ai^ned for staff as the dlfferance (In dollars) between what tihe 
pTo^mn area gan^t^^ (in fees) and what It uses (^^^s), o^ressed as a percentage. 
To assist staff in iDaUimg thte determination, %ures coirespondtag to each program 
area (that iristed th«ilB for the pre^^ous ye^ were prodded. The infomiatlon provided 
inclimdad both the nuaaiBbar of dollars used In subsidy md tiie percentage of total subsidy, 
to gto^e as complete a pivcture as possible. 

m a similar way, staff ^^are asked to spaclfy what proportion of a programmer's time 
th^ ^ou^t riiould b€- ^ devoted to aacA program area. Agata. the parccntaga of full-time 
equi»^alent (FTE) pro^^Momei-s' tlma spent on aa^ (then-esdstln^ area in ttia previous 
year ^as pr(Mded as iMoformatlon. 

In t^to cases, staff wen« a^d to make the^ determinations to the nearest 1%, and 
wart TCTiln ied that thiMr numb^ had to totri The quration was rtatad tiius: In 

aecCErdaiice Mth my pia»captlon of what ttia Div^lon*s priorities should be, I would 
mBi^a the follo^v^ p^^oentagM of fandlng subsl^ and number of FTO's to the pro- 
grateimlng m^M Iteted. 



^Mdy^ of ^ta 

It was thus possible to ^^r^ botti subsidy (doHara) and FEE's (pereo^el) to under- 
stMaabla terM, gfc^tog bott liie means md i^rlanee for botti. ^eratlonally. the 
r^ul^^ were plotted in tmm^Q ww^b (see p. A-7 md A-8 the AppOTdbE): as c^le ffmphs, 
and a format rtmUar to soma stock market summaries, with the mean and one 
stariaismi de^rtation abo^^a and below it marked with lUias, to give a visual represent- 
atlDH . ©f vwiablllty, 

'Iftus^ at a ^ai^, one c^an see from the clrde ^phs on p. A-7 that ttie Hummltles 
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progimmQttig area comsuoided appTOgdmatefer Uie same proportion of percentage of 
subsidy and peroentaga of FTE, but Human Hasouiera Developmrat wm, according to 
the pooled optolons aU sttf, mtltled to oi^ about haff the percentile of subsidy 
ttiat It WBB tile pOT^ntage of FTC. 

More toaportMt^, It was obvious from the plote on p, A-8 ffiat thei^ was a hi^ degree 
of unanimity regaritog tiia idlocaUon of doUara to Women's Studies, but considerable 
varlabUlty legardtt^ tiie lOlocatton of FTC. W/ contrast. A^cultural Stance showad 
considerable vartabUlty on both dlmeMions, whUe Adult Education showed consider- 
able unanln^ty on both dimensions. ^ 

The combtaatlon of the Hiuretone scale, the clrde graphs, and the \^itance plots cQuld 
provide the necessaiy Information to guide declslOT-maitoig. 



The Role of Muii^ament 

CoUegial priority-setUng, regardless of tiie method. Is usu^fy taplemented to provide 
staff with opportunities to InflueTOe the adjustoent of tateimedlate»rfmga organ- 
National goals. Within ui^veisltles, Inteimediate-range goals we ^ected to translate 
into effects which are felt over a ^o- to ^/m-yewat period. Assuring ttiat priorities can 
be establtehed in such a way tiiat both staflf md mTOagement have a hl^ de^e of 
confidence to the validity of tiie exercise. It is mmagOTCnt's responsibility to optimise 
the relationship between totemaUy agreed-upon priorities and eternal constraints 
Imposed by tiie unlwrsity as a whole or by the unlveralty's external environment. 

Hie priority^settoig mrcise described wrb based on assumptlona related to confldence 
to the process and on tiie need to optimize betwen toe ideal established Intemalty and 
the real ortOTml envlroiment. The proc^ was h^hly dependent upon how staff 
processed ^tleal l^ormatlon, and the degree to whtoh tiiqr understood and accepted 
what had bewi agreed to. Consequentiy, toe Impact of priority-setting on rnaMgetnent 
Is best addre^ed within toe cont^ of toiee phasra in toe priority-setting «arcise. 
Tliose phas^ are refCTred to here as toe search for st^ agreement, toe r^ectlon of 
staff opinion, md toe Implementation of staff priorities. 

The Seareh for Staff Ape^rat 

As discussed esffller, toe search for st^ agre^ent b^an as st^ attempted to define 
toe boundariM of eating prc^mi cat^ories and to dwelop and define toe boundaries 
of potential categoric which heretrforc had not ^stad. Prevalent throughout toe 
«erclse was toe issue d cat^oty ©cdushfeness— toat Is, toe attrapt to define program- 
ming categories wMch were ui^que, i^to UWe or no overtop or commonidlty wlto 
otoer programs. Hie need to devdop a umquen^s in program Identity, puipose, 
resource base, and cUentile tos driven hy toe ult^mte need for st^to mate choices 
and to prioritlM pr^Mo cat^ories. At toe same time, staff TOmetimes es^erienced 
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amenity With the somewhat ar^clal nature of arbltraiy progmm categories wm 
mutualfy ^goluilva de^Uons and boundari&s. 

FurthOT, to the mmoh for it^a^raant» the dewl^mOTt an ta-depth imdCT= 
standing of proff am areas or rategories was parmiount. Staff ^ariencrd difficulty m 
Justl^ng the enerji^ and ttae squired boft to provide and to aMU^ate fatformatlon 
essanttol for prtority-settn^, Tlie lnfo:^Uon ttdia^a to some Instances led to the 
adjustoent of a pro^Bm to ei^ra support from staff who would otiierwlsa not have 
been supporttve. Howler, perhaps aie most dlfflcult aspect related to bunding confi- 
dence In the process was the advarB^lal nature rfthe sear^ for apeemKit. Hie 
providers of the crtUcal Information were those who controlled the pro-am categories. 
Yet to att^ a sufflclmt levd confldence to toe procew, those s^e todtvlduals had 
to strt^e for obJectMty, and tdtimately to detach theMelves from their vested taterests 
in particular pro^'ams. 

Thus, the ^anenge of mantgement through the search for stajf^mnwnt phBX is one 
of 

• facllltatjUig the process 

• enhantijig staff confldeiK:€ to a proceM that attrapts to set vested interests aside 

• ensurtag mat the pro-am categoric are suffilcientty reta. and 

• ensurtag that the infoTmatlon esQchai^ed Is adequate. 



The Hefleotloa of Statf ^^on 

Management has an taportant role In brtdgl^ between data anatysls and staff ratlfl- 
cation to tte priority-setttog proceM, by ensuring that the data are displayed to such a 
way as to lead to coUectlve priority decisions to which staff ha^ an acceptable level ^ 
confldmce. to ttie case und^ dlMusslon, man^ement, to conjunction with the 
Priority-setting Com^ttea, teuirformed the data dlghtty to reflect to a dffirerent way 
the degree ct staff agreerQint or consensus for each program cat^oiy (see p, A-9 of the 
Appendix). Ustag the vartoce data, tiie pro^imi areas or cat^ories were raided from 
those pre^mm areas ^th most ^eement Oeast variance) to those program areas with 
least agneraent (mMt i^rlance). Criteria were then wtabUshed to separate the prop-am 
areas toto three categoric: thMe ^tih mremtent (a^ment on both budget md staff 
allocation), those with nmed agrmmnem (^eement on budget or staff allocation), and 
those with no ^mmmt To do flie rategori^ng. it was necessaiy to establish 
arbltrarUy a mInlTnii m level of variance acceptable to assume agreement, 

Marmgement's role to the operational definition of €^remnmt Is important. It might be 
ejected that tiie level rfimriance r^ulned for aac^raimt iB mOy to chaise frmi ymr 
to year as opinions wmm staff change and available resources v^. For ttie purpose of 
priority-setting, budget and st^resouroes wwe treats as a do^d ^tm. ^thout 
consideration for mtraordtoary «tern^ fundtog or staffing support b^ond base 
budget, to a dosed iystem modd, adding resource to a particuliff pro-am area 
requires remoitog corresponding resources from somewhere else wltWn the s^tra. 
Consequ^tijr. for the exercise to be to tune ^th reality, it is taportant tiiat manage- 
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ment be involved to Uie aAitraiy salectlon of tiie levml of 'rartance which operationally 
deflneij agreement or consensus to the prtorlfy-settlng ^erclse. The respon- 
sibility of mani^CTQant thus to ensnre that a definition of agremner^ established 
whl^ Is l&ely to lead to m outcome that Is realistic and posstole to toplement. 



Impleme&tatira of Staff FrioriUes 

Once staff able to mtify a priority statement ^th an acceptable Iwel of confidence. 
It Is management's Tesponsibillty to tate tiie advice seriousty and reflect on staff 
priority opinion as opportuiUtles ockiit durtog the budget allocation and workload 
assigmnent periods. Regardlres of how informed staff are durii^ tiie priority-setting 
proems, by the tlma tiie procedure has bera rampleted and staff have ratified a priority 
statement, conditions related to budget and perso^el may have chained significant^. 
Indeed, it is reasonable to ^^ct jcmttouous shying of conditions at the un^ersity 
level and b^ond, which are «tenml but rderant to a unlver^ty ^rtenslon unit. 
Management is to a position to track and wticlpate environmental ^As and to look 
for opportunities sudi as st^ rette'CTients, sabbatical leaveSi and other leav^ to 
sttoiulate organizational ^wge. M the sirae time, managmient m^ist keep to nUnd 
that "snap-shot to time" of staff opli^on as to what might be Id^ siilfts to program- 
ming priorities. 

Perhaps the greatest ch^rage faced by maMgement is to ensure that both the level of 
agreemait and the d^ree of conAdence ^:aff have to tiie priority-settlng exercise Is 
adequate. M ttie same toie* maMgement must de^de huw to deal with the program 
areas or cat^ortes about which staff cannot ^^e. Clearfy the latter program areas 
cannot be Ignored. Management is Irfl to establteh toformatlon-gatitiering procedures 
whl^ are ancfllaiy to the priority^^settli^ ffierc^t and to re-^ape the no agremnBtit 
prc^ram areas without the ben^t of staff participation to an totemal priority 
statement. 



TWs paper desCTibed a priority-setting procedure whldi has not yet been perfected* but 
whidi has yielded proml^ng r^ults. Thm procedure Is buHt around the need for 
Intensive information ^change among staff, wltii a resultant quantification of both 
BtsS opinion related to staff and budget sub^dy allocations and the «tent of staff 
agreement with fte coUecUve opinion. The procedure is pro^mn-speclflc* it permits 
quantUicatlon of staff opinion related to chaises to totermedlate-range pro-am 
objKtives. and it addresses botii bucket and staff assi^unents. 

Perhaps the most serious ^aUaoge to those toterrated to implementing similar 
procedures Is the searcher Btc^^irmmmt phase— todudlng stetegles to reach an 
acceptable defizUtion of program categoric, staff divestiture of vested totCTcst, Bixd the 
commitment of time and ^ort required pro^iimmers to fvOfy understand the 
options available to them. M^t Ukety the greatest payoff Ues to the observation that 



Setting PrtartO^ in ^tension 



before it can work, staff must be prepared to share information, give up some Individual 
freedom, and search for l^th a coUectiva will and a collective opimon'-both essential 
to organtoatlonal dwelopment. 



References 

Ross, R T. (1934). Op ti m uTn orders for the pi^entation of pal^ to the method of paJred 
comparisons. ThsJowrml oJEdiwa^TvoCLP&ycJw^y, 25, 375"382. 

Torgerson, W. S. (19S8). TheoTy and nwO^^s of scatty. New York: Wiley. 



14 



Setting Priortti^ in IbrtcMton 



13 



Appendis 

Portion of matched pair, forced^dioice questionnaire used in flret application.......,^-! 

TTiurstone scale resulttngfejm flrst application of procedure.... ................. ..„„„__.„^»2 

Complete matched pair, forced-choice questioniialre used in second application...... 

HiurBtone scMe resulting from second appllMtion of procedure ....^-5 

Questloimalre used to coUMt percentage ass^ed by staff to program areas............. 

Circle graphs of percentage results , , .........^-7 

Variance plots of percentage results „„„ ..........A-8 

Management's representation of the results 



15 



foUiw^ fairs of ^mm^ ^riilfl it bef 



A-1 



Bftall Basinets EAjcation [1] %mn*s Studies 

Frwentiv^ ^fedicina [2] aiwn Rilattoni Baueation 
Fine § ^rforming Arts [3] aaral Develppment Sfliasation 
03^aters i nmix Iff arts [4] ^^tisiatural i Minia Staidias 
Polltis; § Itblte Immim [5] « Letter Alp § I^^mlc^ient 
Agricultmra Prodh^itton § Markating [61 EnaE^ O^TOEvatiw 
itoi-creait Mult BfliMatton [71 Opimrosr Sttiaias 

Pra-rettement Wiwatlon [8] Smll Bisinass BfluGatton 
HuTmn Relations Bfli^atton [9] ^^tooen'o Studus 
Rmri Dwejloprant Sfliwatlpn [10] Prwentlva ^fedldlna 
MulttoCti^aJL & Ethnic Stadies [11] Fine 4 Perfora^^ Arte 
Org. laaderiAlp a Daval^ment [12] Opmputers & flieir Mfects 
fnergy Oonser^atton [13] Politira a fublte Issues 

Cof«jTOr Stadles [14] Afrieulture Prodactton a Btei^keting 
pre-ratirerent Bawatipn [15] ^on-^redit .^jlt IduGation 
Srall Business WuMtlon [IS] mmrni lalattora BflucatlDn 

WOTsn's Studies [17] ft^ri Mrolx^snt Miicatlon 
Pr event ive Mrfialne [IB] BlLittoultural a Ettnio Staidles 
Fine $L PerfiDrming Arts [19] Ocgm laaderdiip a Deralspitient 
toflputers i Their Mfeots [20] BMrg^ ^xmervation 
politics i Kiblle ISM^ [21] Om^smr Sfaidies 
Agri^lture Koduction it ^^kettog [22] Pre^retirment ^watton 
Hdnr-CT^it Mult Mueation [23] StmlX B^mbimB Bduution 
Hwal Oevtfjppnent S&K^tim [24] Wmmn telatioiw Bfiuoation 
MultiTOltural B Mmic Stoidlas [2S] Wron's Stodies 
Org* Laaderttiip & Derolspment [26] Kwentiva Hedlclne 

©lergy Oonsewatton [27] Ftaa § Performtog Arts 
Gonsmir Studies [2B} Ompoters & Aeix Mfects 
Ke-retirment ^usatJon [S] Pol it Ira & Mblio I^ues 
^tofMrrflt Adult Bdueatlon [30] Ai^iaultafe Produetion a MMkettog 
9nll Bi:sJnMS Bducattoi [31] Rual De^ml^ment IduratJon 
mmn miMtiOTm aducatlOT [32] Multlcultairri & Ithnte Stidlas 
Woron's Stadias [33] Og. Leader*ip & DevelopTOnt 
PrwentiTO Hidlelne [34] BtarfY Osnsewatton 
Fine & Pirfofming Arts [35] OonMier Studies 
Co^^uters & TSialx Mfeets [36] Ke-retix^tent saucatton 
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Womin*i Studies 

Agriculture Production and Marketing 



Fine and Performing Arts 



Computers and Their Effects 
Adult Education 



Politics and Public Issues 



Preventive Medicine 

Rural Development Education 

Organizational Leadership and Development 



Pre-Retirement Education 
Small Business Education 



Human Relations Education 
Multicultural and Ethnic Studies 
Energy Conservation 



Consumer Studies 
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Priority-^tting *86 

Instructions: For each of the following pairs of protram areas 
tdentlfled on September 4, indicate which you feel should have the 
highest priority. Mark either a '1' or a '2' in each blank. Do not 
spend too much time thinking about any question; record your first 
reaction. 

In order for your input to be useable at all requires that you 
answer every question. You must choose either '1' or '2'— ties 
are not allowed. 

(1) Agricultural Science - (2) Rural Devel. Education 

(1) Language Instruction - (2) Women's Studies 

(1) Religious Studies - (2) Human Resources Devel 

(1) Humanities - (2) Science & Technology 

(l) Teaching Skills/Ad Ed - (2) Seniors' Programs 

(1) Fine & Performing Arts - (2) Agricultural Science 

(1) Women's Studies - (2) Rural Devel, Education _____ 

(1) Human Resources Devel. - (2) Language Instruction 

(l) Science Ir Technology - (2) Religious Studies. 

(1) Seniors' Programs - (2) Humanities 

(l) Fine & Performing Arts - (2) Teaching Skills/ Ad Ed __ 

(l) Agricultural Science - (2) Women's Studies , 

(i) Rural Devel. Education - (2) Human Resources Devel 

(l) Language Instruction - (2) Science & Technology 

(l) Religious Studies - (2) Seniors' Programs , 

(1) Humanities - (2) Fine & Performing Arts 

(1) Teaching Skills/ Ad Ed - (2) Agricultural Science 

(l) Humsn Resources Devel. - (2) Women's Studies. 

(l) Science & Technology - (2) Rural Devel. Education 

(1) Seniors' Programs - (2) Language Instruction 

(i) Fine & Performing Arts - (2) Religious Studies 

(l) Teaching SklUs/Ad Ed - (2) Humanities 

(1) Agricultural Science - (2) Human Resources Devel 

(l) Women's Studies - (2) Science & Technology 

(1) Rural Devel. Education - (2) Seniors' Programs 

(1) Language Instruction - (2) Fine 8, Performing Arts 
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(1) Religious Studies - (2) Teaching SkiUsMd Ed. ... . 

(1) Humanities - (2) Agricultural Science. .... 

(1) Science & Technology = (2) Human Resources Devel * " 

(1) Seniors' Programs - (2) Women's Studlw 

(a) Fine I. Performing Arts = (2) Rural Devel. Education" 
(1) Teaching Skills/Ad Ed - (2) Language Instruction 

(1) Humanities - (2) Religious Studies 

(1) Agricultural Science - (2) Science & Technol^y 
(1) Human Resources Devel. - (2) Seniors' Praams 
(1) Women's Studies - (2) Fine & Performing Arts 
(1) Rural Deveh Education - (2) Teaching Skills/Ad Ed 

(1) Language rnstructlon - (2) Humanities 

(1) Religious Studies - (2) Agricultural Science 

(1) Seniors' Programs - (2) Science & Technology. 

CD Fine $ Performing Arts - (2) Human Resources Devel 

(1) Teaching SklUs/Ad Ed - (2) Women'„ Studies. 

(1) Humanities - (2) Rural Devel. Education. . 

(1) Religious Studies - (2) Language Instruction. 

(1) Agricultural Science - (2) Seniors' Programs 

(1) Science & Technol^y > (2) Fine & Performing Arts 

(1) Human Resources Devel. - (2) Teaching Skills/Ad Ed 

(1) Women's Studies - (2) Humanities 

CD Rural Devel. Education - C2) Religious Studies. 

CD Language Instruction - (2) Agricultural Science. 

CD Seniors' Programs - C2) Fine & Performing Arts 

CD Science & Technology - (2) Teaching Skills/Ad Ed.. .... 

CD Human Resources Devel. - (2) Humanities. ... 

CD Women's Studies - C2) Religious Studies 

CD Rural Devel. Education - C2) Language Instruction 
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KLW 



LOT 



* Wamn's Studies 

* Science & Tedinology 



* Fine fi Perfomdng Arts 



HOTanities 



Agricultural Science 
Seniors* Prograrrs 

Rural Devel, Educa^on 
Tfearfiing acills/Ad Ed 



Religious Stuiaies 



•* Hunai Resouroes Devel , 



Lmgiiage Ins taction 



PMOKCIIES '86 
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In acordanc€ with my perception of what the Division's priorities should be, I would 
assign th€ following percentages of funding subsidy and number of PTE's to the 
programming areas listed: 



Percentap 
of subsidy 
budget (to 
nearest 1%) 

Women's Studies, 

Science & Technology, 

Fine 8, Performing Arts. ____ 

Humanities. ^ 

Agricultural Science. ^ ..... , 

Seniors' Programs. „ 

Rural Devel. Education 

Teaching Skills/Ad Ed , , . , 

Religious Studies. 

Human Resources Devel. 

Language Instruction 

100% 100% 



Percentage 

of FTE's 
(to nearest 
1%) 
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Religious Studies (.1) [0] 
Teaching/Ad Ed (3.0) [OJ 
Rural Dev id (10.2) [16] 

Seniors' (8.3) [10] 



% Subsidy 

\. Hum Res Dev (4.8) [0] 
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Ag Science (17.7) [27] 




Women's Studies (21 .S) [23] 



So & Technology (7.50) [0] 



Fins & Perf Arts (16.8) [24] 



Humanities (10.1) [0] 



% FTE 




Humanities (8.3) [0] 



NOTE: This year's percentages are shown In parentheses ( ); 
last year's percentages are shown In brackets [ ]. 
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23 



* 



PriorMrank by agreemant 3/12/87 , 







FACULTY OPINION 


1 RE! PERCENTAGE 5UQSIDY 


TO FROGRA 


M AREAS 




















PROGRAM ARIA 


% OF TOTAL SUBS 


ipy BUDGET 


RECOM,CHANG| 


JNOREASI 


DECREAIE 


AGRE 


■MENT 




SMS Allse, 


Faeulty Alloe. 


% SUBIIPY 


Rank 


Rink 


(+oH1 St. Div. 


Rank 


















RiUGIOUl STUDIES 


0% 


0% 


__0% 






0% 


1 


TIACHINQ AD, ED, 


0% 


3% 


3% 


4 




3% 


2 


HUM, RES. DEV. 


D% 


5% 


5% 


3 




4% 


3 


WOMEN'S STUDIES 


23% 


22% 


•1% 




5 


i% 


4 


SOIENCE AND TECH, 


0% 


8% 


8% 


2 




7% 


S 


HUMANITIES 


0% 


10% 


10% 


1 




10% 


6 


RURAL DEV. ED. 


1S% 


10% 


■8% 




3 


11% 


7 


SINIORS 1 QERONT. 


10% 


8% 


■2% 




4 


12% 


8 


FINE i PiRF. ARTS 


24% 


17% 


^7% 




2 


17% 


p 


AaRIC. lOIENCi 


im 


18% 


.9% 




1 


19% 


10 






















FACULTY OPINIO!^ 


RE: FACULTY ALLOCATION TO PROGRAM AREAS 




















PROeRAM ARIA 


% FULL-TIME'IQUII 


lALENT FACULTY 


RiCOM. CHANGE 


INCRIASi 


DiCRIASi 


AGRi 


iMENT 




§§.§§ Ailoeatlon 


Faculty Alloc. 


% F.T.E. 


Rank 


Rink 


(4or')1 SL DiV, 


Riink 


















RELIQIOUS STUDliS 


0% 


0% 


0% 






0% 


1 


TEAGHINQ AD. ED. 


1% 


s% 


s% 


2 




5% 


2 


HUM. Rgf. DEV. 


18% 


9% 


•e% 




1 


8% 


3 


HUMANITIIS 


0% 


8% 


8% 


1 




8% 


3 


liNIORS & SERONT, 


5% 


8% 


1% 


4 




9% 


4 


RURAL npv in 




379 


'4% 




3 


9% 


4 


FINE 1 PERF. ARTS 


11% 


12% 


1% 


4 




12% 


5 


SCIENCi AND TECH. 


13% 


12% 


■T% 




4 


12% 


5 


WOMEN'S STUDIES 


13% 


17% 


4% 


3 




17% 


a 


ASRIC. SQIENCE 


11% 


21% 


■s% 




2 


22% 


7 



ERIC 



I 



?5 



